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摘  要 
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息系统来实现，那么服务水平的竞争实际上也是各公司 IT 服务水平的竞争。 
在这种大的行业背景下，研究如何通过改善 IT 运维服务流程来提高 T 公司的 IT 服
务水平就有其必要性和现实意义。本文运用 IT 服务管理、IT 服务管理最佳实践 ITIL 以
及 IT 运维管理体系的相关理论，结合流程管理、流程改善相关理论作为研究的理论基
础，通过六西格玛流程改善方法来改善 T 公司 IT 运维服务流程，以达到提高用户满意
度的目标。首先，通过对 T 公司的 IT 运维服务流程从客户需求、资源消耗成本、流程
瓶颈、内部控制以及流程稳定性共 5 个方面进行了现状梳理，剖析了 T 公司 IT 运维服
务流程存在的问题，分析了流程改善的必要性。其次，提出了运用六西格玛流程改善方
法对 T 公司 IT 运维服务流程改善的目标，并对运用六西格玛流程改善方法改善 IT 运维
服务流程的可行性、优势进行了分析，通过成立 IT 运维服务流程改善六西格玛项目，
经过流程改善的定义、测量、分析、改善以及控制 5 个阶段对项目进行了落地。总体来
说，T 公司的 IT 运维服务流程改善达到了预期目标。通过调整和电子化流程节点提升
了流程自动化程度，通过设置 IT 服务门户统一了运维服务流程接口，通过运用微信等
手段提升流程可视化程度，通过完善服务流程评价体系实现了与人员 KPI 考核体系同
步，通过加大技能培训及适当增加人力资源突破了流程瓶颈，最终实现了 T 公司 IT 运
维服务客户满意度的较大幅度提升。最后，对 T 公司 IT 运维服务流程改善的研究进行
了总结，即运用六西格玛的 DMAIC 方法是流程改善的有效工具，对流程现状从流程客
户需求等 5 个维度来分析是一套有效的方法；展望了运用六西格玛管理方法对流程进行






























Since the rapid development in insurance business after nearly 20 years in China, the 
insurance marketing is facing more and more intense competition environment. The insurance 
products are getting less difference and the price of insurance products is getting lower. In fact, 
insurance product is a kind of security services. In order to increase the capability of 
competition, the insurance companies not only develop new product constantly but also build 
up the customer-oriented service model. By improving the quality of service and to enhance 
the satisfaction of customers, Insurance companies can get customers and occupy the market. 
All these strategies are achieved by information systems. Therefore, the competition of the 
customer service between the companies is actually the competition of the IT service. 
Under this industry background, research how to depend on improvement the IT 
operation service process to improve the level of T company's IT service processes, which 
have necessity and realistic significance.In this paper, using the related theory of IT service 
management, IT service management best practices of ITIL and IT operations management 
system, combined with relevant theory of process management, process improve as theoretical 
basis of research, through the Six Sigma process improvement method to improve the T 
company’s IT operational service processes, in order to achieve goals of improve customer 
satisfaction. First of all, carding the T company's IT operations service process present 
situation from five aspects: the customer needs, cost of resource consumption, process 
bottlenecks, internal control and stability, find out the T company IT operations problems 
existing in the service process, analysis of the necessity of process improvement. Secondly, 
proposing that use Six Sigma process improvement method to improvement T company’s IT 
operational service process, and analyze usage of Six Sigma process improvement method to 
improve the feasibility and advantage of  IT operational service process .Via establishment 
Six Sigma project of IT operational service process improvement, through five stages of the 
project carried on: definition, measurement, analysis, improve, and control.In general, the T 
company's IT operations improve service process has reached the expected goals. By 
adjusting and electronic process node promoted process automation level, by setting the IT 
service portal unified operational service process interface, by the use of WeChat ascension 
process visualization,by perfecting the evaluation system of service process to synchronization 
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IV 
appropriately breakthrough the bottleneck of processes. and achieved customer satisfaction 
significantly improve of the T company’s IT operational services .Finally, the research on IT 
operation service process improvement are concluded that the DMAIC method of Six Sigma 
is an effective tools suits and analyze process status from five dimensions such as demands of 
customer is effective method . and aslo prospected the possibility of using the Six Sigma 
management method to run in the whole process of quality management and integration with 
other IT service management system. 
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Gartner 咨询公司的一项调查发现，在经常出现的 IT 问题中，因技术或产品缺陷只
占 20%，而流程失误则占到 40%，人员疏忽占到剩余的 40%[1]。这说明 IT 运行方面的
问题，更多的来之于管理。保险公司认识到通过建立完善的 IT服务管理体系，可以
有效的提高 IT 服务质量，提升客户满意度。国内，平安保险集团率先与 HP 合作，




通过引入了 IT服务管理体系，设计和落地符合 ITIL最佳实践的 IT 服务流程，
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